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INIRODJCYICN

Research in thé field.of public relations can be said to represent
the pre-pé}adigm stage of scientific knouledgce (Xuhn, 1970). At this
stage, an assortmenc of hypotheses and models are proposed that attempt -
to explain the phenomenz in qﬁestion; “hese models may arise from

- several academic disciplines, or they may be limited to very narrow
~spects of the problem. There is, however, no stfuctured"péint of
view' or ‘manner of looking at things' that is powerful enough to ex-
plain all aspects of the problem and to isolate the researchers as
members of a distinct academic discipline.

Gnce such 2 theory or paradigm is developed, it provides a start-
ing point from which to generate reszarch desigﬁed to support or dis-
confirm its pos;ulates.

External organizational communication reseczrch has traditionally
centered around one of three broad areas: between an organization and
its clients, betucen the organization and the community in which it
operates, and betveern the va:ious organizations that interact within
a common environment. DRescarchers from several academ;c disciplines,
most notably sociologists and manngement theorists, have proposed myriad
theories concerning each of ihose areas of externmal organizational com-
munication.

‘“here are social psychological descrintions of organizatiomal,
client, and environmeﬁtal characteristics and their influence upon
each other. Tﬁere are classifications of organizational "types’ based

on profit or nonprofit srientation, functions, orientation toward the




) . ’ .
client, or degree of environmental interaction. There are flow charts

and diagrams that deliqeate the interactions :that bay take place between

the organization and its environment.

tiach of the research reported in this -paper was done by sociologists,
in efforts to exﬁlain various forms of organizationzl relationships and
cémmunicatipn. External organizational communication, i.e., between
the organization and the relevant aspects.of its environ;ent, is essen-
tially the province of the public relations practitidngr. An integrated
body of knowledge concerning extefnal organizational communication would
be of great benefit to the practitioner in his wvork.

This paper proposes Grunig;s'(1975) decision~situation theory of
communication as a common thread integrating the many approaches that
ﬁave been taken in the study of public relations. Grunig's adaptation
of McLeod and Chaffee's model of coorientation (1973) will be invoked
to empirically evaluate these approaches. Finally, in = spébif;c>examp1e
of public relations practice, the coorientation model will be used to

cvaluate the function of a 'middleman' or third party in external organ-

izational communication.



The decision-sitvation model is 2 Lheory that Grunig (1975 103-112)

has developed to predict communicatlon aCL1v1ty between systems, whether

individuals or otgnnizations. Grunig hypothesizes two di men51ons to his

,

decision-situation model: individual and stiuctural. The individual
aspect is the degree of problem- recognition, the structural as;ect refers -
to the exisuence of con,_ralnts that limit che system'’s alternatives

(Grunig, 1975: 105). ‘‘he interaction of these dimensions produces the

following configuration: .

PROBLELL RECOGNITION

4
N

an
B
e

= ___ Yes : No

= l ; :

& Mo ; Troblem solving - Routine habit

S ‘

A T : . -
= Yes g Constrained behavior  Fatalistic behavior

The labels inside the boxes refer to the type of system characterized
by that particular interaction betueen the dimensions:

.(1) The problem-solving system recognizes the problem and has no

“herefore, this type of system should seek information to
. . (-J
fac{litate the choice between the various alternétigss open to it. Such

constraints.’

a_system would be rost likely to engage in diachronic (information-
. .

seeking) communication.

For example, Melclhier and Adamek (2973) conclude from their study
of 300 health and:welfare agencies that ‘'‘those organizations.wito the
gteatest abundance of elements are most likely to engage in cooperative
exchange relationships’ (1973: 213). “Their lack of constraints, along

vith their similarity of funccion (problem recognition), encourages them



.

to work together to achieve a commdn goal, - Such cooperative arrange-
ments would seem to be highl§ diachronic in nature.

(2) “he routine habit syste&jélso has no constraints; however; it .
does not recognize that a problgm exists. Tor example, Jamowitz, Uright
and Delany (1962), in their stuay of governrwent agencies 1; a metropoli-
tan community, found that ''to some degree, the essential services of
government are accepted siﬁply because there is nco alternative or be-
cause the pub1i§ sees no possibility of alternacives’ (1962: 273).

Any diachronic communication engagea in by a routine habit system
is geared toward reinforcing its Fthitual behavior.

(3) A system with constrained behavior recognizes the problem but

also faces constraints. It will only engagse in diachremic copmunication
up to the point where the system becomes aware of its constraints.

(4) A fatalistic system does not recoznize a problem and also faces
constraints. Such a system is an extreme form of environmmental ¢ontrol
(Crunig, 1975: 108-110).

Grunig applies thfs model to external communipatioh in his study
of Ciant Food's consumer information program in a graduate seminar in
corporate communication (1975: 119-123). He used a Q-factor snalysis
to identify which sectors of the publiz were most likely to benefit
from increased communication. Grunig was able to isolate the ‘middle-

- class' respondents as the most “problem-solving'' public, since they
recognized a problem (saving money) oand faced the fewest ccnstraints

in terms of time and trensportation. The 'lover class" public fell in
the routine habit category, while “professiapais*/fell somewhere between

fatalistic and constrained behavior.

-4 -



snother example of Grunig's empirical applicétiop of decision-situa-
tion theory is his study of public relations functions in various organi-
- zations (1975: 125f131), ‘The organiza;ions in this study factored into
problem-sclving and fatalistic types and, as expected, publiC«reiations
departments in problem-solving organizatiéns weré more.iikely to-participate
in diachronic'communication than were fatalistic organizafions.

Srunig has since édded a third dimension to his decision-situation
model: c(egree of involvement (class ler:ture, September 11, 1975). He
suggests that the above configuraﬁion of ;ystem "types" is most appliéable
where the syé;em is highly involved in Chersituation. A system i3 more
likely to engage in commuﬁiéation activity vhen there is a high degree of
involvement.

Grunig has utilized h;s decision-situation model to predict the like-
iihood of communicaticn between any two systems, whether between two indi-
viduals, two organizations, or gn»organizatidn-aud its public. He-.hypo-
thesizes that ‘‘groups or individuals would be expgcﬁed to communicate most
with one another whem'they feel that a problem eiists, perceive it in
roughly ﬁhe'same way, aqd recognize approximately the same altermatives
an feasible' (1972: 3-9;. ) .

There have been many‘studies'pointing to the value of rimilar problem
percep?ion in facilitating communicative behavior. One of the more popular
concepts concerning interorganizgﬁionai communication involves the &mount

n
of domain consensus that exisfz ameng the various nrganizations in a com-

munity. [2_air consensus is a major determinant of Levine and “hite's
(1951) exchange theory of interorganizational communication, and refers to

the extent to which several organizations' goals and functions overlap or

-5 -
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complemeng;éach other. In tetms’of4decision-situation theory, domain con-
sensus ;orresponds to problems that are similar “or shared among the various
systems,

Levine and Thite (1961: 599) hypothesizé that ""domain consensus is a
prerequisite to exchange,” and that similarity or complementarity of organ-
izational functions can predict the amount of interaction between organiza-
tions. _

Melcher and Adamek (1973§}212) note that exchange theory is limited to
cooperative 5é£ibities and am;nd jit: “a lack of domain consensus may lead
to competition or conflict,’ Similarly, Aiken and Hage (1963: 916) suggest
that “the probagility of conflict is reduced 2nd cooperation facilitated“.
‘in arrangerents Set;een crganizations with complemgntary resources.; “And
Ularren ¢t _al, (1973: 152), in their study of commumnity decision organiza-
tions, found that ‘''the closer the interest‘fiéld.qf two ér more‘organizations,
the more frequent would be their interaction.”

Along the same vein, Guetzkow speculates that the degree éf 6ver1apping
(nr identical) activities, és‘opposed to complementarity of functioné (be-
tweén highly-spéCiaiized crganizations) determine vhether interorganizational
communication uiilbbe cooperative or competitive (1966: 31):

’

Corjectures on Frequency of Cccurrences
of Relations Amorng Organizatious

12

Largely Mixture of Coopera- largely
e cCooperative . tion and Competition ; Competitive
Largely identical ! i . :
___activities ! Seldom | __Seldom ~_Often
L N T
Highly specialized ! | : i
and differentiated ; Cfien g liost oiten ; Seldom

— .activities =




. . \’\-.
Lefton and Rosengren's (156G) ?heory of laterality and'longftqdinality
ris-an~examp1e.of-hOW'organizatidnS'with'similjr'proﬁlem petéeﬂfith'tqwarH'
their clients have certain stxuctﬁral~similaritieslon various levels ;f ex= =~
ternal communication. Lateralicjvrépresenés the extent of an organization's
intérest in the cliert as a pérsdn, how much.qf the client's life is per-
i ceived as importaﬁi. Ldngitudinaiity, oﬁ zhe other hand, is the time span
,/ | " over which the organization-client relatiomnships extend;..'Be}ow ig a table

/ ) -

vhich describes vhere different rypeé of hospitals place along these dimen-

sions (19€6: G06):

3iographical Interest

) Empirical Examples E © Lateral . Longitudinal
1. Acute general hospital ' : w- . -
2. Tubqrculosis hospitsl,
rehzbilitation center : - +

3. Short-term psychiatric hospital -l - -
4, Long-term therapeutic hospital, '
nursing home i : -t .

On the level of organizaiion-client communication, the authors predict
that organizations high in laterality will require their clients to conform
. o A

to the organization's rules, vhereas organizations high oz longitudinality
, 4 .

emphasize their clients' couwmitment to}the organizatican's ideology (1966:307):

14

Orieﬁtations -

Towzrd Clients Compliance Problems
Lateral Longitudinal -Codformitx‘ Commi tment
- - :No No
- - ° Yes . Yes
- - . No Yes
- - Yes No

.

(.his point will be discussed further in a later sectien on involvement.)
The authors also suggest .that modes of interorganizational collaboration
are related to rhe organizations' problem orientation toward their clients.

-7 -
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ormal vs. informal, and the subjiec:,

(3}

“*hey divide such collalorations inco

T T T matrer imto admipisirocive {Financial) vs. oseracional (facilities). “The

s

cable below illustrates the authors’ prgdictzions (1966: 80G): - .

s .

e

iiodes_nf Interorgahizational Collaboration

. Crientacions . .
“oward Clients Formal . Informal
: Lateral Longiudinal . Admin,  Iper. Admin.  Cper..
P - ) .
- . - : lio Mo . Yes - Yes
- s - Yes Yes No o
- : BT Yes Mo No ~ Les
I Yo Yes Yes o
e, Thompson <o iicBwen (195C) suggest that vhen ouisiders— (i.e., the

.

ublic or oiher orzaniza:zions) are coopted at the point vhere an organiza- -

g

. N

cr
2
e

on is actempiing to define the problems Iacing it, chese outsiders will i.
have maximum zori:rol over am organization's activities. T“hey define public

relations as an organizational tool for educating cheé public to share i .

. provlem percepiions. (Whis is siricily synchronic communication activity,

che traditional viev of -oublic relations.) ' ) -

Bidvell (1€70) s:taZes that the relaiionship betueen a professional and <.

z

iz client depends on th2 sinilarity of their perceptions of the profession-

ail mandate. In cases vhere the clients are unatie to properly evaluate the

.
s

vrofessionals’ problem nrientation {as in hospital administration), Pérrpw
: - {19301} suggests that the nrofessionals must turn to indirect indexes va'
quality and prest;gc. Examzles of such indexes 2ve nublicizing the *hotel-
lilte’' atmosphers and soghisticated faciliZies of the hospital. Similarly,
viarren's (1967; study of comaunity decision organizations ﬂhQWed that an
o?ganiza:ion vill reorder iis valuw prioritcies in erms of the community’s

percention of the various =roblems, especlally vhen the organization's finan- )

< ~.

¢ial survival depends on allocation of public funds.

ERIC
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'-and slterpatives are more likely to communicate (Grunig, 1972). “Again,

- o

And in yet another application of Grunig's problem recognition dimen-

sion, -Etzioni ~(1958) rationalizes the communication gap between a bureaucrat

and his client as resulting from the burgaécrat’s organization~orientation -
takihg'prioritf over his customer-orientationr 'Katz and-Danet-(1973) offer
another.explanaiioﬁ for this discrepancy: the bureaucrat and ﬁhe clients
nave diiffevent persoectlveg ‘and definitions of-each other's role.— Boﬁh of
these hypotheses ekplain a communication gap-resultiﬁg from'dissimilar préﬁ-
lem orisnvations.,

‘ The second dimension of Grunig's dec151on-51tué%ion model is the exist-

w,
~ s

ence of. constraints. Grunlg predicts that systems facing szmilar constralnts
) ~

this theory seems to subsume the conclusions of ﬁahy other researchers.
Blau's (19G0) sﬁud; of. caseworker-client relationships in a social

welfare agenc& illustrates the effect of bureaucratic constraints on its

e Lo WY

»

menbers. He found that -
the agency's emphasis on following procedures,
and,..the requirement to invéstigate closely e:zch
rec1pient s eligibility, made it impossible for ' _
’(the ‘workers) to provide the kind of case-work I

"service which would benefit clients most. (Blau, ' .

1960: 344). o .

P

Hovever, as the worker gained familiarity with agency rules, Blag observes

that ‘‘the more”experienced worker's greater und-rstanding of procedures

’

and better adaptation to them made him less confined by them" (Blau, 19?b:‘ Fﬁf,:’

347). B o o AT

Similarly, Georgopoulos (1973) notes that members of a hoépital éfe " :;
constrained by ‘sociotechnical limitations' (1973: 115) and social defini- _ T

tions.of professional-patient roles. Blau ahd Sc;tt t1962), howeveéi sug- : '

gest that a professional is less liikely to feel constrained by bureaucratic . \
v ) _ ) ,

. -9 - ‘ ‘
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procedures because his reference jroup-is the profession rather than the
organization (1962: 74). Another approach vieus accountability as a social

constralnt imposed soecifically upon professlonals (‘'hite, Levine. and Viasak,

1973:0183). S o -}

'Crganizationwclient qommunica“ion is often affected by constraints on
the clients’ alternatives. KaLz and Danet (1973} cite the~voluntariness of
a c11ent s 1nteractlon Wth a nartlcular or"énizatlon as an important 51tua-

tional factor in oroanization-client relatlons. Elsenstadt (1962) observes

- B L
’

that - the oreater (the organlzation s) dependence on its clientele in terms
of their 'being able to go;to a. competino agency, the - ‘more it will have to

deve10p technlques of communication and additional serv1ces to retain 1ts‘

- - 1

clientele” (1962: 276).‘ o PR .
= - " " .. ' . ’
- Thompson combines tﬁié‘factor with oroanizatfonal constraints oléced on

1ts member-representatlve”\(e.u , salesmen, puinc relations personnel),

terms of the 'rigidity of permissxble alternatives 4vailable to the brganiza-

7~

tion member in ¢géaling with clients. The relationship between these client,,'

-

and organizatfional constraints is illustrated in the following figure (Thomp-
b ? - .

son, 1962: 32):

L

Sbecificity of Organizational Control

Degree of

Non-ifember Discretion. llember Provrdmmed \: Hember Heuristic'

.

Interaction mandatory I (clerical) II (commercial)

I11 (semi-pro- IV’(professional)

fessional)

Inceraction optional

N
[}

o e e e S W e i e - o ‘

L L o P Pup gy P

——

Katz and Danet (1973) deal with a situation in which the client imposes
o : , . . ' .
constraints directly dpon the arganization member with whom he is negotiat;ng.

-

.,/' 10 -
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In this case, the organizatior member is balancing the client's pressures

to grant special favors agninst burcaucratic constraints to follow the rules.
»

“he authors developed this configuration ol the various alternative outcomes

(Katz and Danet, 1973: 659):

TRESSURE ON OFFICIAL

Pressure to Pressure to
. None o Srant Favor Discriminate Negatiw:Ty
. ) i
| conforms to rules- ! resists-adheres { resists-adheres to
NELTRAL | “pure” bureaucrat- ! to the rules | the rales
. ] i ic encounter i
o ! A A
<~ |
LY dispenses favors | acquiesces to pres- overcompensates-
- 2t own initistive | sures-corruptiom, reaction in opposite
\{ FOSITIVE i - pull” - direction to 'prove"
ﬁi § resistance to pressure
- ‘ I T J,
'
E? j overconforms to | reacts in opposite | acquiesces to pres-
I NEGATIVE | rules-’ bureaucrat- | direction to "prove’'| sure; discrimination
fc personality" | resistence to pres- |
! sure |
t _ [ 1

Levine and Vhite's (1961) exchanje theory assumes that scarcity of the

. .
-

necessary eclements of orsanizational survival ({.e., ciients, labor and
capital) forces orgatizations to restrict their functions and interact with
other organizations facing similar constraints, On the other hand, several
author's have observed that interorzanizational ccllaboration tends to impose
more constraints on the participating organizations' activities. Indeed,
Alien and Hage (1960) found that "the greater the number of jdinc programs
(in which an cvrnanization i: involved), the more organizational decision-
making 1s constrained thtough obligations, commitments, or contracts with

other organizations, and che grester the degree of organizatiornial interde-

pendence’ (1963: $13-914) (cmphasis added). Thus, therc appears to be a

-1 -
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cycle of constraints vhich force collaborei¢ion, which in turn imposes more
constraints, wvhich again increase organizational 1nterd;pendence. .

Guetzkow (1966) obscrves thal often organizatione will impose con-
_straints upon themselves (in the form of proscribing multiple memberships
or stipulating that overlapping members must be non-voting, for example)
to avoeid being caught in such a cycle.

An empirical example of how cother organizations' constraints impinge
upon a focal orgonization is a cése study by laniha and Perrow (1965). A
local government had established & Youth Commission as a nun-action study
group, composed of representatives from various community organizations
concerned with youth prgblcms (e.g., school system, YMCA, police force).
For the first year of its existence, the orjanization was virtually stymied
by the varicus constraints imposed upon it by its component organizations.
However, continﬁcd requests of the Youth Commission for its opinions and
sunport from orgaﬁizations not represented in the Youth Commission, finally
served to delineate an appropriate ‘domain’ for the new commission above
and beyond the constraints ifuposed by the member organizations. ‘rthompson
and ifcEwen (1950: 29) optly summarize this behavior: Goals appear to grow
out of iwmteraction, both within the organizatiorn and between the oiganiza-
tion and {ts environuent.’

“he third component of Grunig's decision-situation model is degrce of
involvement. Involvement may prove to be a predispOSi;g factor {n communi~-
cation, {.e., systems Lint are not hijhly 1hvolved in some foucal aspect of

their environment are not lil:cly to communicate, regardless of the variables

of pfoblem rc}ognition and constraiants.

14
- 12 -



Lefton and Rosengren's (1966) analysis of laterality and longitudinnliﬁy
(see abcve, pp. 7-8) is one approach to the effect of differing levels of
involvement on organization-client infcraCCLOn. High laterality and high
longitudinality are both.indicators of high ;nvolvement of the organization
in its clients' progress. Parsons (197C: 3) characterizes two similar cimen-
sions as ' scope of memb2rship and “intensity >f involvement'.

Using this construct to explain the authors' predictions conceruing
client conformity and commitment (see chart, p. 7), high lateral organiza-
tions (those having high involvement withn the client as a person) require
conformity to organization rules because all facets of the éiient's 'life-
space’ must be controlled. On the other hand, high longitudinal organiza-
tions (those having an extended involvement in the client's life) require
the client's coumitment to organizational ideals in order to msintain the
client's compliance over a long period of time. Organizations that are high
on both dimensions sre total institutions such as nurging homes and prisons,
which represent rhe ultimate degree of organizastion-client involvement.

Simpson and Gulley (1362) propose a construct similar to that of Lefton
and Rosengren (1966). Their dimensions of involvement are focused-diffuse
(depending on the number of goals to which the organization addresges itself)
and internal-external (referring to the absence or presence of involvement
with the community). The suthors' illustration of the interaction of these
two dimcnsicns as they affect organizatiﬁnal centralization, membership in-

volvement and internal communication, is as follows (1962: 345):

Membership Internal
_Centralization Involvement Commmunication
!
Focused internal |  High Low Low
Focused extermnal Hedium Hedium Medium
Diffused intermal Hedium Medium Medium
Diffused extermal Low High High
- 13 - .
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Bidwell and Vrée}and (1964) classify ormenizations as either noninduct-
ing, in which the cliéﬁt deals with the orgcnization oﬁAa functionally speci-
fic bésis and vhere thé level of involvement is therefore low, and the in-
ducting organizations, vhich are of tuo subtypes: (1) associational, wherc
the intersction is episodic and involvement is fairly low, and (2) communal,
vhich represents the toinl institution with meximum of client involvement.

Rosengren (1964) describes the communication patterns of a mental insti-
tution, vhich is a total institution whose basic structure has changed from
custodial to therareutic. Rosedgren otserves that the introduction of the
“therapeutic milieu" has involved "a general flattening of the authority
system and an opening of communication channels® (1964: 73). This process,
according to Rosengren, has resulted in an ethic of maximum communication’,
vhich is the belief thet a “free flowing and diffuse body of information
equally dispersed" (1564: 79) among members of the orgonization will maximize

~organizational functioning. lThis~incr*"ﬂ in communication has also increased
the level of personal involvement of organization members with their clierts.

This conceptuslization appears toebe = reversal of Grunig's proposal

sthat high #nvolvement preecedes communication activity; however, the mere

fact of t“i total instituction, as well os the theraneutic ideology, presup-

pose a faié%y high lewvel of concern (involvemert) in patient progress, which

may have prowided the initial impetus [or the ‘ethic of maximum communication.'
Finally, Blau's (1960) study of ;aseworkers in a social welfare agency

is a2 similar example of orgonization-client relationships in & situation that

falls just short of a Eota} ins=itution in that the interactions are episodic,

but very wide in scope and moderately long-lived. This situation illustrates

Parsoﬁ’s'(IQ?O) notion of an “assymmetrical . reciprocal relationship' because

- 14 -
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there is much more involvement on the part of organization members than the
clients. In fact, Blau (1960) observes a reaction he calls "reality shock®,
w/hen social worke;s discover that their clients‘are 1lying and cheating in
order to receive public acsistance. 7his reality shock can be mitiga;ed by
peer group communication, which in turn increases the worker's involvement
with his clients. “he table below indicates the different levels of involve-
ment for worlers of differeqt seniority and dbgree of pear gf;up integration

(Blau, 1960: 354):

Newcomer 1-3 years 0ld-timer

Concern: integration integration integration

vorry about cases Lovw High Low High Lov High

% % | % % % %

Often or sometimes.... L4 67 | 22 42 25 40

Rarely....ceeveesceccee L4 25 | 22 25 ! 0 50

.Never.ceeeereossooacoes 11 8 56 33 75 10
|

No. of CaS€Seveuvancss 9 12 | 9 12 | & 10

‘thus, in this case, high involvement with the cliept encourages communication
uvith the peer group, which allows further involvemen£ vith the client without
reality shock.

Grunig uses his adaptation of licLeod and Chaffee's (1973) model of co-
orientation to empirically dcmonstrate the existence of shared problem per-
ceptions and constraints in several studies. Coorientation theory, aé ini-
tially proposcd by licLeod and Chaffce (1973), is a useful and powerful tool
for mcasuring the effectivencss of all levels of organizational communication.

Coorientation is conceptualized as the simultanecus orientation of tw;
or more people or groups coward some aspect of their environment. The theo-

retical model assumes that a nerson's behavior is a function of his own

cognitive perception of the wcrld, his perception of others' orientations-- - - -
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to the world, and the actual cognitions and perceptions of others. Communi-
cation, then, in terms of coorientation theory, is

the complex interaction betwcen the attitud~ s and
expectations that (two systems) bring to contact,
behavior in the encounter itself, as well as the
changes or additions, if any, in the attitudes
and expectationa of both parties as a result of
contact. (llatz and Danet, 1973: 670).

iicLeod and Chaffee's (1973: 484) basic operational model is as follows:

Ferson A : ' Person B
I A's cognitions | & A-B understanding 5 l B's cognitions i
about X i or agreement _7 about X
d) S~ ”/’/,//”/’/, .
! \~ l
Congruency A Accuracy Congruency B
4 . . ]
T perception of | , perception of ‘
1 B's cognitions } ‘ A's cognitions

Tbcre are four factors or dimensions involvad:

(1) congrueﬁcy, the degree of similarity between the person's own cogni-
tions and his perception of the other person's cognitionms.

(2)gnccuracy, the similarity betueen one person's cognitions conceining
the object and the other persoﬁ's perception of these cognitions.

(3) agreement, shared cgénitions or opinions about the object.

&) understnndiné, shared cognitions ox opinions concerning thg o?ject's
attributes that are releQant to making a final decision or opinion about the
object.

licGrath (1966) uscs a concept similar to coorientaticn in his des:vip-

tion of negotiation. between representatives of tuo reference groups. licGr2th

- ~1ists-the various perceptions and attitudes that must be consldered:

e
o
!

;
"y
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(1) the pariicipants' own attitudes toward the
issues; (2) their perceptions of their own refer-
ence group's attitudes toward the issues; (3)

their perceptions of the other participant's _
~ttitudes toward the issues; (4) their perceptions
of the opposing reference group's attitudes toward
the issues; (5) several derivative measures such

as their perceptions of the degree of disagreement
between (a) self and other, (b) self and own refer-
ence group, (c) own and other reference group, and
(d) other participant and his reference group; and
(6) their perceptions of ovm and other reference
group attitudes toward one another, over and above
the specific issues of the negotiation. (licGrath, ..
1966: 13.)

Using the cons;ructs of the goorientation model to evaluate his decision-
situation theory, Grunig and Stamm (1973: 20) state that "high levels of con-
gruency, accuracy, understanding, and agreement could be'bredictéd to occur

i most often between systems with similar value orientakions an! similar exter-
nal constraints." Grunig and other researchers have conducted several studies
that lend empirical support to his hypotheses. | T: .

In his study of a community development agéncy, Grunig (19Z§;JZ23-124)
found that.differences in employee-client orientations'were re%ﬁted mﬁre to
the pérsou's race'than to the organiz;tiou.memberts level in tﬁe hierafchy.
“his contradicts Janowitz and Delany's (1957) finding that ‘the accuracy of
public empioyee functional knowlédge (i.e., knowledge of his c}ient's per-
spectives toward the agency) is inversely related to the administrative level
of the public employee in his age;cy“ (Janowitz aﬁd Delany, 1957: 150).

Grugig and Stamm (1973: 6) note that tﬁis apparent discreﬁancy can be ex-
‘ . -
plaingd by the equal dispersion of blacks and vhites along éﬁe bureaucratic

hierarchy, thereby ‘ forcing a2 mixture of communication inputs.'' Specifically,

Grunig's findings were that blacks and wvhites were only slightly more likely

rmmmene--- L0 - COmmuUnicoate-with-members-of their own race.  Blacks, however,
- 17 -
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vere more congruent with the é¢lientele in their
cognitions of probleoms and perceptions of con-
straints, and, as the (decision-situation) modol
would predici, -1so had more communication con-
tact with the c¢lientele. Both blacks and whites,
hovwever, could predict accurately the problem
orientation of the low-income clientele. (Grumig,

1975: 124).

Another demonstration of the uti}ity of combining-the détision-eituation‘
approach with the coorientation model is Grunig's (1975: 131-132) study of
groups Having some concern with 16w-income housing. Factor analysis revealed
two types of organization: social (or liberal) and economic, which repra-

: ' sent opposing problem orientations. As decision-situation theory would pre-
‘ _ diét,'organizatibns in the “libéral“ category tended to commun;cate more
among theméel;;éythan with the 'eco?7mic" groups. This frediétic;, howev¢ ¢,
- did not hold for economic groups. This cHuld te pﬁftisliy explained by the
level of involvgment,each type of group has with its clients (i.e., low-in-
come fémilies); The libgral groups"are nore likely to be working direct'y
with their clientéle aﬁd often act as'interyenors between their clients and
the pther inteéest groups via the média (Grunig; 1972). ihis increased in-
volvement is associqted'with more communiéation, which 1nmturn shpuld lead |
to incregséd accuracy, congruency and understanding. = Coorientational &naly-
sis of the thrée groups supﬁqrted Grunig's hypothesis, i.e.; the economic
groups scored much iqwer than the 1liberals on all tﬁree dlmensions. How- .
ever, both typologies cooriented.ﬁuch better with suburbanites, probably
bécéuse most members of either typology share “subﬁrbanites" as a referenée
group. |
Many authors suggest the usefulness Qf intermediaries (third parties

or change agents) in faéilitating communicatibn between an organization and

its clients, the‘comﬁunit§, and other'organizations. These studies occa-
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¢
sionally include empirical evidence to support their hypotheses. After a
review of the literature concerning this particular mode of external organi-
zational comrunication, a few coorientational studies will demonstrate how
the value of “middlemen' can be empirically analyzed..

Litwak and Meyer (1966) list severai different forms of intermediary
change age;ts: detached experts (see Perrow's (1961) “validating groups®),
opinion leaders, voluntary associations (e.g., the PTA), overlapping member-
ships, and mass media. They hypothesize that the principlé of communication
involvecd between the organization and its publics will aeférmine-Fhe most
appropriate forﬁ of change agent to utilize. The authors suggest f;;r prin-
ciples of communication£

" (1) Initiative must be taken by'the organizatibn when the sociqlidis-
tance‘betweeﬁ the organization and its public is great. >In éuch'a situatibn
the autﬁors would recommenQ the use of detached experts;

{2} Intensity of the communication is important whan the organizatiocn
is atvempting to relate to resistant publics. In this case opinion leaders
may be more effective. -

3) Uhen the message involves ;n area of’focﬁsgd expertise; close con-
tact between the organization and its clients is necessary. Voluntary asso-
ciations and detached experts can provide more direct cémmunicacion.

(4) Vhen maximum coverage is desired, the mass medla and 0ver1§pping '
memberships are the most ubiquitous change agents. See the table below for

a capsule analysis of the relative effectiveness of the various change agents

(Litwak and Meyer, 1966: 45):




Principles of communication

Coordinating . - Focused

Mechanisms Initiative _____ Intensity Expertise Coverage
Dztached expert highest .high highest lowest :
Cpinion leader moderate highest low * moderate
Settlement house mod. to low high high moderate
Voluntary ass'ns lowest moderate moderate high _
Common messenger moderate low lowest high
Mass media mod. to low lowest lowest highest
Fcrmal authority high mod. to iow high to low high to low

high to low high to low high to low high to low

Delegated function

Several autﬁors emphasize the value of”oyerlapping mewbershir, where the in-
d;vidual belonging‘to both of the interacting systems §ecome3 the agent bf _
change. On the vrganization-client or o;ganization-ﬁublic level, this may
take the form of "cooptation" of a»repreéentative of the clientele into the_
”?rgénization's'décisiOnémékihg\pfocess.' Voluntary citizen groups may also
coopt organization repteseﬂﬁativeé in an attempt to induce diachronic commu-.
nication.
'.Cooptation of a client-representqpive by an organizé:ion is used when

‘the organization requifes the clients' cooperation; sée; for example, the

{ introduction of 'patients' advocates™ in hospitalS.}Georgopouios, 1973). .In
other circumstances, a feeling of distrust'between an organization ahd'its
publics may result iﬂ'cooptntioﬁ, as in the qreation'of a sﬁudéﬁt poéitiqn

§ * on the Board of Regents (BiQwell, 1970) .-
Thompson and McEwen (1953) note that cooptation of a client-represeﬁta-

tive gives “outsiders' a better chance to introduce new ideas. According to

Etzioni. (1958: 261), however, 'cooptation %is more often applied in communi-

cation from those in control to the clients than the other way around,"

__.thereby creating .a..f_.ésmh,lenc<eﬁ9;f+dfta.chr-oni¢ﬁcdmunic.ati.,on,. when_in fect it

does not exist. . . .

- 20 -
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‘Membership of organization members in community organizations is.prob?m“
aﬂiy a better %ndicator of true diachronic activity on the part oguthe organ-
ization. Janowitz and Delany (1957) found that organizagion execytive who
‘participated in various voluntary community associ;tions.have more substan-
tive knowledge of the public's oﬁinioné.in geheral. The results of Saunaérs“~ .
(1960) study“oﬁ hgspital-community.relations showed that administrators of
highly-rated hospitals wére members and éfficérs of more profeséional and

4

comnunity organizations than administrators of low-rated hospitalé (Saunders,

1960: 231):
Organizations
Professicnal Community
High- Low- High- Low- -/
rated . rated . rated ... . rated. -
lemberships pef administrator 3.2 2.5 3.2 2.1
Offices per administrator , 2.3 0.3 3.3 1.1
Median number of wmemberships . :
-per administrator . 2.0 2.0 3.0 2.0 .
lédian number of offices per v
. administrator 1.5 - 0.0 3.0 1.0
> - Administrators holding no office:
Number 3 10 . 2 5
Percent ‘ 25 o1 17 45

On the inéerorganizational lgyel, qverlépring membership may take the
form of inte}lgcking direcﬁ?rates or}“supraorganizationé", c&mposed of repre-
sentatives of various organizations facing siﬁilar problems. Lipw;k ;ﬁd
Hylton (1962) hypotheéize that organizations use such “supraorganizgtioAs“
as a means of interorganizational communication in which tﬂéy can ensure

their own.autonomy while permitting a unificd effort in limited areas of

mutual concern. Clark (1965: 233) sees such patterns as "a way of concérting

———ee . —action-without-bureaucracy.i- Thompsonfnnd-HéEwen—{l9581*23)*:2fef“tO‘thtsTf"'”‘“‘Tﬁzz
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type of organizational ‘coalition’ as ‘the ultimate form of environmental

~conzrol by organizations,  while Guetzkow (1965) notes thaﬁ such supraorg-

anizationgl‘prqcesses mé§ become institutionalized, as in government regula-
tory agen;ies, trade or professional associations, or permanent task forces.
Often an organiZation will create a 'customer rélations“ department in
vhich the crganization member.adopts a bouﬁdq;y fnle to mediate between the
organization and its clients. Such positions serve to inc;ease organiza-

tional permeability (Guetzkow,'1966: 19), and persons occupying these.ﬁosi-

‘tions become continual arBitratsrs (Blau and Scott, 1962). Katz and Danct

. (1973) note that the creation of an "ombudsman" role in local governments

is a good indication of progress toward increased citizen control. The om-
* K e ) ]
budsman is an institutionalized middleman or ‘:change agent", /'independent of

both the bureaucratic hieféfchy:aﬁdQOf the'political machinery of goverh;‘

-

ment" (thz'and Drnet, 1973: 6956).

Several coorientational studies have been done that illustrate the

K

L .
value of intermediaries. Cn 2n operational level, accuracy, and to a lesser

extent agreement and understanding, are the best indicators of communication

effectiveness-

In terms of acéuracy, “ir two persons perceive one anéther's dppraisal
of an object more similarly than before, it can usually be assumed they have
communicated™ (ﬁésse, 1975: 2). The more communicatipn'that occurs between
two systems shoulﬁ lead to an increase in accuracy. Thus, Janowitz and
Delany (1957) cqﬁclude from thei; study of government agencies that frequen-
cy of contacts &ith mass clienfele ingreases aécuracy of functionaliknowledgé,

whereas frequency of contacts with voluntary associations increases substan-

tive knouledge

O
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Guetzkow (1966: 24) summarizes the effect of communication on understand-

ing:
other "things - being equal, it would seem that the
greater the frequency of interaction, the greater
will be the degree of* institutionalization of the

relations among organizations. .

A similar example of hou increased communicatior can improve understando
ing is Kadushin's (1962: 528) observation that “a high degree ofhintergétion _

between client and professionsl makes it more likely that clients vill both

’

know and internalize the norms of the profesgionai rel: lonship.™
And agreement, finally, most ofﬁen-indicates that nersuasion nas oc-
curred (Pearq$ and Stamm, 1973).
" McL Qn and'bhaffee (1¢73: 491) speculate that ing;gpergonal orientations
are inportant to;xheﬁectualninitiatron of communicetidn: ’ 4
This impl%es that various forms of:congruency-;
e . 1i.e., the perceptions of a social situation held
" Ly the individual ,in it -- may very well determine
‘ A the amount and forms of -ommunxcation that occur
. ) Letween persons. . N . °
And, in fact, Stark (1959: 152) found in her stndy of social caseworkers that
the very fifst reeponses of the caseworker to hie client tend to'detérmine the
extent of‘communication.
Cne example using a coorienretional anproach is a study b; ques and
" Stamm (1975) comparing the opinions of the general public, community leaders,
and goverinmemt agencies concerning a proposed plan of water managenent and
iadustrial development in a small town in North D;kota. The three groupS’
invplved were given questionnaires measuring their ovn opinions and also iden-
tical questionnaires on vhich they were to nredict the opinions of the other

two groups. -After the scores on the various questionnaires were correlated,

the resules represented the amount of aCCuracy and agreement between the

>

groups involved.




® -~

.

.The authors expected that the ceamunity leaders;‘ae an intermediary
group between the pubiic and che government agzency, would have the highest
level of accuracy with the other groups. However, the results.showed that

although community leaders'thought they knew vhere the‘agencies stcod, objec-
/ - ‘ ‘ . T .
AN - ¢ : C e A
/ 7 tive measures' of accuracy proved othervise. In general, the authors found

that, lthere exists more agrecment among groups_in the information system

than the grdups themselves perceive' (Bowes and Stamm, 1975 30), and that -

" this discrepancy was greatest for the public's assessment of agency opinion.
r.

n Apparently’ the community leaders were of little help in improving
agency-pub-i- accuracy.- It seems that’ the most relevant public relations ' .”?:

goal for the government agencies would be to convince the public that Lhey =;¢$;;

//
do, in fact,fagree as' to the*purposes and functions of theuproposed project.,

In Grunig's (1972) study of groups concerned with low-income hou51nw in

‘ LY

an affluent suburban community (see above,.R. 13), he found tha& 1iberal
groups played the inteimedlary role between the poor and the other groups.

Coorientational evaluation showed that 1ibera1 groups’ have more direct. com-’

47

- munication with the poor, and. thus higher vongruency, accuracy and under-' B
standing. However, there was no indic. .ion that groups on the ather side N

(i.e., economic interests and suburbanites) were any more knowledgeable

-

about the opinions of the.low-income groups as 4 resuit of the 1iberall‘

groups'“intermediary activities. , o
r s ‘0 K
Grunig and Stamm (1973' 2) conc1ude that most researchers have paid

+

too little attention to the organization the change agent represents (see

discussion above of McGrath's (1966) conceptualization, p. 17). They also
3 . N . ) "
rote that Ychange agents must be capable of dipchronic comuunication rather

than simply synchronic communication' (Grunig and Stamm, 1973: 7) This-

~ 2
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supports Etziéni's attaci: on effortsvby orzanizations to coopt client-members
into their decision-makiag process (see atove, 2. 20).
7he value of‘diacﬁronic communication is emphasized in a coorientatiomnal
study of communication betveen state senators and their constituents (Hesse,
1975). Hesse defines synchronic communication as information output and
diachronic communication as ‘listening" activities. He found tﬁat diachronic
) communication showed the greatest relationship to accuracy, congruency and
agreement. “Senators vho were measured as being highly accuratémingéged in
hiéh amounts'of {listeﬁingf communication activity" (1975: 19). Hesce sug-
gests that “legislators vho engage in a great deal of ‘symchr.ronic' communi -
cation behavior of 'information output' are seeking agreeﬁent'and cowmgruency,
but not accuracy” (1975: 13). A politician wvho is interested in correctly -
'perceiving his constituents' opinions (accuracy) is. presumably a better
“representative’ of his district. Indeed, Hesse concludes that ‘‘successful
'imélementa§ion of 'listening’ communicétion behaviqf?seems to result in
scna;oriai ’sacccss'.' (Hesse, 1975: 23).

Terreberry (1963: 512) corroborates Hesse's cb;clusion: “ Coomunication
channels ce...informat{ggfproducing and distriﬁuting agencies would be ex- -
pected to increase loag-run viability (qf an organization in its environ-
aent).”  Janowitz, Yright and Delany (1962: 278) note that effectivg public
relations pregrams should result from '"analyzing administrative behavior
from ﬁhc p;int of vieu of puﬁlic perspeqtives--from the external standpoiﬁt.“

Hovever, Gawthrop (1973) speculates that an organization is not likely to

engage in diachronic communication {f it feels that it can cope with enviy-

onmental changes. ) .
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CONCLUSION

In this paper, a variety of theories and constructs concerning external

organizational communication have been incorporated into Grunig's decision-

v

situation theory. The virtues of the coorientational model as a tool for
measuring the effects of communication have been outliﬁed in support of
diachronic communication patterns for change agenté-or mediators.

The value of the decision-situation theqry for ﬁublic relations prac-
titioners is tuwo-fold. Firset, it'can.hggg'gﬂem locate and identify "publics“
that are most likely to seek‘and benefit from public relations activities.
“his approach eliminafes the wasteful procedures of mass coverage in hopes
of reaching a few. Using the coorientational model, the public relations
practitioner can isolate areas of confusion or misunderstanding between the
organization and its putlics, thereb enabling him to focus his public rela-
tions program on these important issues. The diachronic communication pat-
tern appears promising for facilitating extermal organizational éommunica-
tion; it actualiy constitutes an ‘about-face” from traditional persuasive

-

public relations practices.

The second virtue of the decision-situation theory lies in its ability
to incorporate diverse theories of external organizational communication into
a single conceptual framevwork that is easily operationalized. Any empirical
support resulting from testing of this model should serve to unite public
relations researchers uithin a single frame of reference. The acceptance
of a general paradigm of external organizational communication which, in
turn, generates research comprising an intégrated, specialized body of know-

ledge, is the first step toward the professionalizaticn of nsublic relations

practitioners.
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